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The  Joint  Service  Family  Support  Network  is  an  Office  of  the  Secretary  of  Defense  pilot 
program  in  the  Pacific  Region,  working  in  concert  with  civilian  agencies,  intended  to  establish  a 
comprehensive  multi-agency  approach  for  community  support  and  services  to  meet  the  diverse 
needs  of  Active,  mobilized  Guard,  and  Reserve  Service  Members  and  their  families.  The  Global 
War  on  Terrorism  presents  new  challenges  for  military  families.  Family  needs  of  an 
Expeditionary  Force  will  likely  remain  constant  or  increase  regardless  of  the  length  of  the  Global 
War  on  Terrorism.  The  current  stove-piped  component  systems  are  not  structured  or  funded  to 
efficiently  and  effectively  deliver  services.  This  paper  analyzes  specific  outcomes  resulting  from 
initiatives  and  informal  net-working  that  are  occurring  during  the  pilot  period.  It  also  addresses 
issues  that  need  to  be  identified  for  higher  headquarters  consideration  and  resolution. 


JOINT  SERVICE  FAMILY  SUPPORT  NETWORK 


The  events  that  took  place  on  September  11,  2001  had  a  sobering  effect  on  all 
Americans.  The  terrorist  attacks  on  the  World  Trade  Center,  the  Pentagon  and  the  crash  of 
United  Airlines  Flight  93  in  Pennsylvania  left  us  shocked  and  horrified,  and  yet  we  were  amazed 
by  the  strength  and  sacrifices  so  many  of  our  fellow  countrymen  made  immediately  afterwards 
on  behalf  of  fellow  citizens.  Like  New  York  City's  heroic  firemen,  police,  and  emergency 
workers,  military  personnel  and  civilian  employees  at  the  Pentagon  joined  local  emergency 
responders  and  risked  possible  injury  or  loss  of  life  to  save  their  colleagues.  Many  of  these 
individuals  collaborated  to  assist  the  families  of  their  fallen  colleagues.1 

In  a  hotel  in  the  vicinity  of  the  Pentagon,  in  the  middle  of  all  the  chaos  of  that  day,  the 
Office  of  Family  Policy,  within  the  Office  of  the  Under  Secretary  of  Defense  (Personnel  and 
Readiness),  was  successful  in  creating  the  first  joint  military  service  family  assistance  center. 
The  center  served  as  a  safe  haven  where  families  could  obtain  accurate  and  up  to  date 
information,  receive  counseling  services,  and  take  advantage  of  a  wide  range  of  other  support 
services.  The  Pentagon  Family  Assistance  Center  involved  the  Department's  Military 
Community  and  Family  Support  staff,  Federal,  State  and  local  government  agencies,  non-profit 
organizations,  and  several  other  organizations.  Collectively,  these  organizations  and  individuals 
reinvented  the  Department  of  Defense  tradition  of  "taking  care  of  our  own"  by  supporting  the 
families  of  fallen  comrades,  as  well  as  the  families  of  the  passengers  and  crew  of  American 
Airlines  Flight  17  2 

Many  lessons  were  learned  from  operating  the  joint  family  assistance  center  in  the 
aftermath  of  this  tragedy.  The  insights  gained  from  establishing  the  Pentagon  Family 
Assistance  Center  and  serving  the  families  of  the  victims  of  the  September  1 1  attack  were 
substantial  and  provided  a  foundation  for  developing  future  plans.  What  became  evident  in  the 
response  effort  was  that  there  was  no  single  organization  that  had  a  plan  covering  the  family 
needs  for  all  four  Services,  Department  of  Defense  civilians  and  its  contractors  and  private 
citizens  in  the  event  of  a  large-scale  catastrophe.  The  fact  that  all  these  various  organizations 
and  government  agencies  came  together  in  a  unified  response,  however,  forming  the 
Department's  first  joint  military  family  assistance  center,  is  testimony  that  a  joint  effort  is 
attainable.  Good  crisis  response  models  already  exist  at  the  Federal,  State  and  local  levels. 
These  models  provided  an  opportunity  to  take  advantage  of  existing  interagency  expertise  and 
initiatives.3 


Discussion 

As  a  result  of  these  events,  Department  of  Defense  funded  three  multi-component  family 
support  network  pilot  locations,  all  located  in  the  continental  United  States  in  the  southeast, 
northwest  and  southwest  regions  in  October  2004.  The  intent  of  the  pilots  was  to  establish  a 
multi-agency,  military  and  civilian,  approach  for  support  and  services  to  meet  the  needs  of 
Active,  mobilized  Guard  and  Reserve  families,  regardless  of  the  component  and  geographical 
location.4  The  Pacific  Region  took  this  idea  a  bit  further  and  put  together  a  proposal  for  a  multi- 
component  and  joint  initiative.  It  made  perfect  sense  in  the  Pacific  to  combine  resources,  share 
ideas  and  develop  efficiencies  by  having  all  services  and  components  work  together.  The 
proposal  was  submitted  to  Office  of  the  Secretary  of  Defense  and  approved. 

The  Joint  Service  Family  Support  Network  is  needed  because  the  Global  War  on 
Terrorism  presents  new  challenges  for  military  families.  Past  array  and  structure  of  Family 
Support  Systems  and  Child/Youth  Programs  are  largely  installation  centric  -  not  family  centric. 
Family  needs  of  an  Expeditionary  Force  will  likely  remain  constant  or  increase  regardless  of  the 
length  of  the  Global  War  on  Terrorism.  Current  “stove-pipe”  systems  are  not  structured  or 
funded  to  efficiently  and  effectively  deliver  services.  A  collaborative,  reliable,  and  flexible 
support  system  of  family  programs,  to  include  Child  and  Youth  Services  is  a  critical  need.  The 
current  array  and  structure  of  family  support  systems  and  child/youth  programs  are  largely 
focused  on  active  component  families  living  on  or  near  an  installation.  The  demands  of  the 
Expeditionary  Force  require  family  support  programs  that  deliver  common  levels  of  service 
within  each  component,  provide  timely  and  accurate  information  enhanced  by  modern 
technology  and  training,  develop  common  policy,  standards  and  metrics,  refine  organizational 
roles  and  responsibilities,  minimize  confusion,  and  meet  surge  requirements. 

The  military  environment  in  Hawaii,  which  is  home  to  the  United  States  Pacific  Command, 
includes  headquarters  elements  and  installation  or  base  level  organizations  of  all  military 
branches  and  the  Coast  Guard.  This  presents  a  unique  opportunity  for  cross-training  among 
services  and  provides  valuable  feedback  to  the  pilot  program  on  alternative  delivery  options  for 
supporting  the  needs  of  Soldiers,  Marines,  Sailors,  Airmen,  Coast  Guard  and  their  families. 

Officials  are  attempting  to  address  the  diverse  needs  of  all  military  families  regardless  of 
whether  they  reside  near  or  far  from  military  facilities.  The  idea  is  to  leverage  multiple  systems 
to  deliver  services  to  geographically  dispersed  families.  This  could  be  especially  meaningful  for 
those  families  living  in  areas  such  as  Guam,  American  Samoa  and  the  outer  islands  of  Hawaii. 
They  knew  that  they  must  look  for  ways  to  mitigate  gaps  in  services  and  to  be  more  efficient. 
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A  Joint  Service  Family  Support  Network  Committee,  comprised  of  family  service 
representatives  from  each  branch  of  the  military  in  Hawaii  was  formed  on  January  12,  2005. 

The  Pacific  Joint  Service  Family  Support  Network  works  toward  enhancing  services  in 
communities  where  service  members  and  their  families  live  through  existing  family  program 
offices,  partnerships  with  community  agencies  and  Joint  Service  Mobile  Family  Support  Teams 
in  geographically  isolated  communities. 

The  committee  consists  of  family  support  and  child  and  youth  program  representatives 
from  Hawaii  Commands  and  military  components.  Representatives  from  other  agencies  and 
organizations  are  invited  to  participate  as  appropriate,  i.e.,  University  of  Hawaii  Cooperative 
Extension  Services,  American  Red  Cross,  United  Servicemen’s  Organization,  Armed  Services 
Young  Men’s  Christian  Association,  Veterans  of  Foreign  Wars,  Veteran’s  Administration,  Navy 
League,  Air  Force  Aid  Society,  Army  Emergency  Relief,  Chamber  of  Commerce,  Hawaii 
Business  Round  Table,  Rotary  Clubs,  Joint  Venture  Education  Forum,  Military  Youth  Advisory 
Council,  Boys  and  Girls  Club,  etc. 

The  purpose  of  the  Committee  is  to  promote  integration  of  family  support  and  child  and 
youth  programs  to  all  Service  Members  in  Hawaii  and  the  Pacific  Islands,  regardless  of  military 
service  branch  or  component;  maximize  efficiency  and  utilization  of  military  and  community 
resources  in  order  to  provide  support  to  Service  Members  and  their  families  in  the  communities 
where  they  live;  provide  a  forum  to  share  family  support  and  child  and  youth  program 
information  and  best  practices,  coordinate  activities,  and  enhance  communication;  surface 
concerns  and  conduct  needs  assessments  to  identify  family  issues  to  be  addressed 
collaboratively  by  the  committee;  and  participate  in  family  support  and  child  and  youth  program 
strategic  planning  and  problem  resolution. 

Joint  Service  Family  Support  Network  briefings  were  presented  across  all  military 
components  and  to  the  Headquarters,  Pacific  Command  J1 .  Commanders  of  all  services 
recognized  the  value  of  the  Joint  Service  Family  Support  Network  and  pledged  their  support  for 
the  initiative. 

A  Joint  Service  Family  Support  Network  Training  Conference,  including  a  Mobilization 
Exercise,  was  conducted  August  22-25,  2005  for  all  military  family  program  staff  in  Hawaii  and 
the  Pacific  Islands.  The  conference  marked  the  official  kickoff  event  for  the  Joint  Service  Family 
Support  Network  pilot  program  and  included  family  support  staff  from  all  components  of  the 
Army,  as  well  as  the  Marine  Corps,  Navy,  Air  Force  (including  Air  Guard)  and  Coast  Guard. 

The  participants  came  from  the  mainland,  Oahu,  Maui,  Kauai  and  the  island  of  Hawaii,  as  well 
as  Guam  and  American  Samoa.  Representatives  from  Tri  West  Health  Care  Alliance 
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(TRICARE)  and  Military  OneSource  also  supported  the  conference.  Guest  speakers  included 
Lieutenant  General  James  R.  Helmly,  Chief  of  the  Army  Reserves  and  Major  General  Eric  T. 
Olson,  Deputy  Commander,  Pacific  Command. 

Debbie  Wheeler,  Project  Manager  for  the  Joint  Service  Family  Support  Network  pilot 
initiative,  gave  each  conference  participant  a  small  wooden  outrigger  canoe.  With  a  slide 
depicting  Hawaiian  paddlers  as  a  backdrop,  she  stated  “like  paddlers  rowing  in  one  accord,  the 
Joint  Service  Family  Support  Network  team  can  dip  their  individual  Service  paddles  into  the  sea 
of  family  support  and  move  in  unison  towards  meeting  the  diverse  needs  of  all  Service  Members 
and  their  families.  A  team  of  paddlers  captures  the  significance  of  how  to  do  this.  We  need 
leaders  at  the  helm  and  each  member  to  participate  in  collaboration  with  all  other  members.”5 

Command  support  for  the  Joint  Service  Family  Support  Network  initiative  was  reinforced 
by  Lieutenant  General  Helmly.  He  was  enthusiastic  about  the  possible  benefits  of  the  joint 
service  model  being  developed  in  Hawaii.  He  stated,  “What  you  are  doing  here,  in  my 
estimation,  has  tremendous  potential.”  He  mentioned  that  jointness  on  the  battlefield  is  already 
a  reality,  and  that  families  don’t  wear  a  specific  color  of  uniform.  Regardless  of  which  Service  or 
Component  someone  belongs  to,  there  is  a  commonality  of  need.  He  went  on  to  say  that  while 
there  has  been  progress  made  to  date,  there  is  still  more  to  do,  as  family  programs  are  still 
Service  and  Component  specific.  He  also  said  that  the  size  and  intensity  of  the  war  has  been 
unexpected,  and  the  result  is  that  many,  many  families  have  been  affected.  He  encouraged  the 
conference  attendees  not  to  get  distracted  with  the  military  bureaucracy,  but  to  be  innovative, 
creative  and  organize  the  best  solution.6 

Additional  support  was  represented  by  Major  General  Olsen.  He  spoke  from  a  Joint 
Commander’s  perspective,  having  been  the  Combined  Joint  Task  Force  76  Commander  in 
Afghanistan.  He  noted  that  military  operations  are  getting  more  complex,  with  deployments 
more  frequent,  longer  and  putting  enormous  stress  on  families  and  on  family  supporters.  He 
also  mentioned  that  if  the  Service  Member  knows  his  or  her  family  is  taken  care  of,  they  make  a 
better  Soldier,  and  Department  of  Defense  recognizes  this  across  all  branches  of  Service. 

Major  General  Olson  said  that  the  morale  of  Service  Members  has  a  significant  impact  on  the 
ability  of  a  commander  to  complete  the  mission  at  hand.  Mrs.  Olson  added  that  families  need  to 
be  actively  involved.  The  role  of  family  program  staff  should  not  be  to  do  everything  for  the 
family,  but  rather  to  show  them  how  to  do  for  themselves.  She  encouraged  the  group  to  recruit, 
use  volunteers  and,  if  at  all  possible,  have  the  family  stay  where  they  are  when  their  service 
member  deploys,  as  that  is  where  the  support  systems  are  located.  She  talked  about  the  speed 
of  available  communication  to  families,  and  while  that  was  positive,  it  made  formal 
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communication  from  the  front  lines  extremely  challenging.  Erroneous  information,  or  not 
hearing  the  whole  story,  could  often  have  a  detrimental  effect  on  the  morale  of  the  family.7 

Collaboration  and  communication  could  help  all  branches  of  Service  provide  better 
programs  for  Service  Members  and  their  families,  regardless  of  where  the  family  lives. 

Current  family  programs  offered  by  all  military  branches  of  Service  would  still  exist,  but 
there  would  be  consistency  as  to  what  baseline  services  would  be  offered  at  each  site.  The 
Joint  Service  Family  Support  Network  approach  would  complement  those  existing  family 
programs  by  further  mobilizing  civilian  and  military  communities,  The  multi-agency  tactic  could 
also  result  in  a  strengthening  of  communication  to  families,  regardless  of  where  they  live,  as  to 
what  services  are  offered,  and  how  to  access  them. 

Bi-monthly  meetings  provided  the  opportunity  to  network  with  Army,  Navy,  Marine  Corps, 
Air  Force  and  Coast  Guard  family  program  staff  from  both  the  installation  and  region/Major 
Command  levels,  including  representatives  from  the  Special  Operations  Command,  Pacific;  the 
National  Security  Agency;  and  the  Veterans  Administration  National  Center  for  Post  Traumatic 
Stress  Syndrome.  Meeting  locations  rotated  to  different  sites  allowing  each  branch  of  the 
Service  an  opportunity  to  provide  a  facility  tour  and  briefing  on  their  family  program.  Meeting 
agendas  included  discussion  on  specific  topics  of  interest  and  sharing  of  best  practices. 

Sub-committees  were  established  with  committee  oversight  provided  by  the  Lead  Agency 
to  focus  on  mobilization/deployment,  reunion/reintegration,  child  and  youth  services,  financial 
counseling  and  community  partnerships/resources. 

Specific  outcomes  resulting  from  these  initiatives  and  informal  networking  that  occurred 
during  the  pilot  include: 

a.  An  expanded  awareness  and  support  for  mobilized  National  Guard  and  Reserve. 
Networking  made  family  support  personnel  from  all  branches  and  components  more  aware  of 
the  challenges  and  needs  facing  Reserve  Component  Service  Members  and  their  families. 
Increased  awareness  resulted  in  greater  collaboration  and  enhanced  motivation  of  all  family 
support  personnel.  The  quantity  and  quality  of  training  provided  to  key  Reserve  Component 
family  member  leaders  and  volunteers  was  significantly  improved  as  a  result  of  this  joint 
collaboration. 

b.  A  modification  of  Multi-component  Family  Support  Network  “Purple  Box”  materials  and 
the  United  States  Garrison,  Hawaii’s  “Ready  4  Reunion”  DVD  for  anticipated  distribution  to  all 
Services.  Group  discussions  identified  similar  concerns  and  challenges  regarding  getting  timely 
and  appropriate  information  to  Service  Members  and  their  families.  The  committee  recognized 
the  opportunity  to  collaborate  and  save  time  and  resources  to  develop  and  distribute  information 
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that  will  meet  the  needs  of  all  Service  Members  and  their  families.  “Purple  Box”  materials  were 
originally  developed  by  the  Multi-component  Family  Support  Network  Pilot  Working  Group  and 
were  modified  by  the  Joint  Service  Family  Support  Network  to  be  inclusive  of  all  branches  of  the 
Service.  The  “Ready  4  Reunion”  DVD  was  originally  developed  by  United  States  Army  Garrison, 
Hawaii  Army  Community  Services  personnel  to  expand  the  delivery  of  reunion  and  reintegration 
training  for  Soldiers  returning  from  deployments,  and  their  families.  Its  purpose  was  to  get  the 
information  to  family  members  who  were  not  attending  the  face-to-face  classes  offered  and 
provided  on  the  installation.  It  was  modified  for  Marines  and  their  families  and  is  now  being 
modified  to  appropriately  address  all  deployed  Service  Members  and  their  families. 

Joint  basing  collaboration  and  preparation  between  the  Air  Force  and  Army  family 
program  staff  at  Fort  Richardson  and  Elmendorf  Air  Force  Base  in  Alaska  has  been  on-going 
since  establishment  of  the  Joint  Service  Family  Support  Network.  Increased  awareness  of 
unique  Service  Member  and  family  needs,  as  well  as  program  delivery  differences,  prompted 
the  Chief  of  Family  Matters  from  Pacific  Air  Forces  to  invite  the  Installation  Management  Agency 
Pacific  Region,  Army  Community  Services  Program  Manager,  to  join  him  in  meeting  with 
command  and  family  support  staff  at  both  Fort  Richardson  and  Elmendorf  Air  Force  base  to 
discuss  joint  basing  preparation.  These  meetings  and  discussions  improved  the  working 
relationships  between  the  installations  and  began  cross  training  meetings  and  program  delivery 
discussions  that  have  decreased  the  anxiety  of  implementing  the  joint  basing  requirements. 
Identification  of  issues  that  need  to  be  worked  out  and  development  of  a  service  delivery  model 
for  family  support  in  a  joint  basing  environment  is  on-going. 

Sharing  of  best  practices  at  Joint  Service  Family  Support  Network  meetings  provided 
information  on  the  Army’s  Soldier  and  Family  Life  Consultants  available  as  an  additional 
resource  to  Soldiers  and  their  families.  Knowing  about  this  Office  of  Secretary  of  Defense 
funded  resource  provided  Pacific  Air  Force  Chief  of  Family  Matters  with  the  information  needed 
to  contact  appropriate  individuals  and  make  the  same  resource  available  to  Airmen  and  their 
families  across  the  Pacific.  Military  and  Family  Life  Consultants  are  now  available  at  five  Air 
Force  bases  as  well  as  three  Army  installations  in  the  Pacific  area. 

Family  Support  personnel  from  all  military  branches  and  components  have  expressed  an 
improved  level  of  confidence  in  meeting  the  diverse  needs  of  all  Service  Members  and  their 
families.  Greater  awareness  of  the  different  deployment  cycles  and  available  support  services 
for  each  military  branch  and  component  helps  all  family  support  personnel  be  better  prepared  to 
meet  the  individual  needs  of  Service  Members  and  their  families.  Having  a  network  of  other 
family  support  personnel  that  deal  with  similar  issues  and  concerns  provides  more  opportunities 
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and  resources  to  balance  the  stress  and  increasing  demands  of  providing  family  support 
programs  and  services  during  this  critical  time  for  our  military  families. 

Perhaps  the  most  powerful  outcome  of  the  Joint  Service  Family  Support  Network  is  the 
growing  synergy  of  interest  and  support  for  military  families  that  is  created  as  other  agencies 
and  individuals  become  aware  of  the  initiative  and  are  invited  to  participate.  Newly  hired  family 
support  personnel  working  with  Special  Operations  Command,  Pacific  and  the  National  Security 
Agency  heard  about  Joint  Service  Family  Support  Network  through  members  of  the  working 
group  and  now  are  part  of  the  network.  Community  resources  are  introduced  and  information 
about  different  ways  to  utilize  existing  resources  is  shared  during  Joint  Service  Family  Support 
Network  meetings,  resulting  in  greatly  expanded  community  and  military  family  awareness.  The 
National  Center  for  Post  Traumatic  Stress  Disorder  partnered  with  the  Joint  Service  Family 
Support  Network,  which  opened  up  multiple  opportunities  to  educate  military  family  support 
personnel,  commanders,  and  Family  Readiness  Group  leaders  on  issues  related  to  post 
traumatic  stress  syndrome.  Collaboration  with  the  National  Center  for  Post  Traumatic  Stress 
Disorder  also  facilitated  the  presentation  of  training  sessions  at  the  Hawaii  Association  for  the 
Education  of  Young  Children  Annual  Conference,  which  is  attended  by  over  two  thousand  early 
childhood  care  and  education  professionals  from  all  islands  of  Hawaii.  These  sessions  will 
provide  information  on  the  impact  of  combat  stress  on  children  and  families  and  how  child  and 
youth  program  staff  can  address  these  concerns  in  their  programs.  The  potential  impact  of  this 
training  for  increasing  community  and  family  awareness  of  post  traumatic  stress  disorder,  the 
value  of  early  intervention  and  the  resources  available  to  assist  at  risk  Service  Members  and 
families  is  significant,  especially  for  National  Guard  and  Reserve  personnel  living  in  areas 
geographically  separated  from  military  support  services. 

The  Joint  Service  Family  Support  Network  was  also  invited  to  provide  an  information 
booth,  staffed  by  family  support  personnel  from  all  military  branches,  at  “Project  Gratitude”,  a 
community  special  event  that  was  hosted  by  the  Governor’s  office  for  all  military  members  in  the 
State  that  have  returned  from  combat  operations.  This  was  an  extremely  successful 
collaboration  of  state  and  military  family  support  personnel  to  provide  a  special  program  for 
military  members  and  their  families. 

The  Joint  Service  Family  Support  Network  has  made  significant  progress  to  date.  They 
have  developed  an  outline  of  the  basic  Joint  Service  Family  Support  Network  plan  and  agreed 
upon  a  charter.  They  have  been  successful  in  coordinating  agendas  and  presentations  for  joint 
interagency  meetings  and  conducted  planning  meetings.  They  have  identified  the  Joint  Family 
Support  Team  that  will  be  responsible  to  work  actions,  communicate  across  services,  and  to 
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identify  unique  requirements.  They  also  appointed  working  groups  or  committees  to  work  on 
specific  issues  consistent  across  all  military  Components  and  Services.  The  working  groups 
conducted  focus  groups  with  key  personnel  across  the  Components/Services  to  define  the  most 
critical  programs  needed.  Their  focus  thus  far  has  been  on  issues  related  to  communicating 
with  families,  child  and  youth  issues  and  geographical  separation  challenges. 

Issues 

There  is  a  direct  relationship  between  family  readiness  and  individual  or  unit  readiness. 
Service  members  who  are  worried  about  their  families  because  the  family  is  having  difficulty  do 
not  perform  well  on  the  job.  In  deployment  situations,  such  distraction  can  result  in 
inefficiencies  and  increase  the  risk  of  serious  injury. 

Family  attitudes  affect  retention  and  low  retention  can  affect  unit  readiness.  Also, 
retention  is  strongly  impacted  by  the  degree  to  which  family  members  perceive  that  military 
leaders  care  about  and  provide  support  to  families.  It  is  clear  that  family  readiness  can  directly 
affect  mission  readiness.9 

In  the  aftermath  of  the  Cold  War,  members  of  the  Guard  and  Reserve  are  being  called  to 
active  duty  to  an  unprecedented  extent.  In  recent  years  Reservists  have  repeatedly  been  called 
to  duty  involuntarily  for  missions  in  Bosnia,  Kosovo,  Afghanistan  and  Iraq.  Today  they  serve 
side  by  side  with  their  active  duty  counterparts  around  the  world.  Contingency  operations  like 
these  have  placed  enormous  strains  on  our  service  members  and  their  families,  and  have 
helped  demonstrate  that  mission  readiness  and  family  readiness  are  inextricably  intertwined. 

We  cannot  continue  to  rely  on  our  service  members  if  their  families  are  not  ready  to  weather  the 
stresses  and  strains  of  separations  and  long  deployments. 

A  fact  today  is  that  OPTEMPO  has  increased.  The  future  promises  an  increased 
frequency  in  global  missions,  peacekeeping  duties  and  humanitarian  missions.  The  National 
Guard  and  Reserve,  for  all  Services,  are  being  increasingly  deployed  and  their  role  has 
changed  and  expanded.  This  increased  frequency  of  deployments  for  global  missions  will 
continue  to  place  greater  demands  on  the  breadth  and  accessibility  of  family  support  programs 
and  services  for  all  military  components  and  services. 

There  is  currently  a  lack  of  inter-service  and  intra-service  access  to  family  support 
services,  especially  for  geographically  dispersed  National  Guard  and  Reserve  families.  There  is 
not  enough  focus  on  family  support  before  deployment  and  there  is  a  need  for  standardization 
between  Services’  family  programs.  Each  Service  and  component  has  separate  standards  and 
in  many  cases  different  delivery  mechanisms  for  providing  family  services.  The  chart  at 
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enclosure  1  provides  a  comparison  among  the  Services  of  their  family  readiness  programs  and 
services.10 

There  are  several  issues  that  need  to  be  identified  for  higher  headquarters  consideration 
and  resolution.  Joint  Service  family  program  standards,  staffing  guides,  and  job  descriptions 
with  standardized  grades  need  to  be  established.  The  results  from  informal  networking  through 
the  Joint  Service  Family  Support  Network  Working  Group  have  been  dependent  upon  personal 
interest  and  initiative  to  implement  existing  Department  of  Defense  programs.  Implementation 
of  new  initiatives  and  complete  cooperation  across  all  Services  will  require  Department  of 
Defense  guidance  and  directives  worked  through  each  Service’s  family  program  headquarters. 

Another  reason  that  it  is  so  important  to  combine  essential  family  support  programs  into  a 
joint  delivery  capability  is  the  reduction  in  funding  to  support  these  vital  programs.  According  to 
a  22  September  2006  article  in  the  European  Stars  and  Stripes,  Army  officials  have  told  base 
commanders  to  prepare  for  even  deeper  cuts  in  family  support  programs  and  other  non-war 
related  expenses.  Military  family  advocates  warned  that  further  cuts  in  vital  family  support 
programs  could  jeopardize  military  readiness  by  distracting  soldiers.  “When  families  need  these 
programs  the  most,  they  shouldn’t  be  asked  to  do  without,”  said  Joyce  Raezer,  director  of 
government  relations  for  the  National  Military  family  Association.  “Those  soldiers  need  to  know 
that  their  families  are  being  taken  care  of.” 

Recommendations 

The  advance  planning  and  leveraging  of  existing  internal  and  external  resources  will  help 
maximize  capabilities  and  enhance  the  Joint  Family  Services’  staff  ability  to  respond  more 
effectively  in  meeting  the  needs  of  service  members  and  their  families.  A  review  of  existing 
Department  of  Defense,  Military  Service  and  relevant  Federal,  State  and  local  policies,  laws, 
regulations,  family  programs  and  services  would  assist  in  identifying  similar  services.  This 
would  help  weed  out  redundant  programs  that  drain  resources.  It  would  also  be  beneficial  to 
identify  all  external  resources  and  capabilities  before  review  of  what  family  readiness  programs 
and  services  are  essential  for  the  Department  of  Defense  to  continue  providing  to  our  Service 
Members  and  their  families.  It  would  then  be  easier  to  determine  a  resource  baseline,  and 
identify  shortfalls  between  available  resources  and  those  that  are  needed. 

Developing  a  strategy  for  the  planning  process  is  the  first  critical  step  in  formulating  a 
Department  of  Defense  Joint  Service  Family  Support  Network  plan.  The  strategy  should 
encompass  a  multi-dimensional  approach  as  many  different  agencies  and  organizations  will  be 
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involved  in  the  family  readiness  efforts.  It  should  also  incorporate  all  the  good  work  already 
accomplished  by  the  Pacific  Region  Joint  Service  Family  Support  Network  pilot. 

The  purpose  of  the  plan  should  be  to  address  the  organizations'  vision  of  the  plan,  the 
rationale  behind  developing  a  plan,  how  the  plan  will  work  and  provide  the  foundation  for 
building  consensus  for  the  concept  and  implementation  of  the  plan.  Crucial  to  the  process  is 
developing  comprehensive  plans  that  describe  who  will  do  what,  as  well  as  when,  with  what 
resources  and  by  what  authority. 

The  organization  of  the  information  in  the  Joint  Service  Family  Support  Network  plan  is 
important.  The  final  product  should  be  well  organized  so  users  will  be  able  to  understand  it,  be 
comfortable  with  it  and  use  it  to  extract  the  information  they  need.  The  plan  can  thus  be 
organized  around  common  functions  and  tasks  or  activities.  A  critical  aspect  of  planning  for 
family  support  is  to  identify  the  common  functions  that  must  be  performed,  assign  responsibility 
for  accomplishing  each  function  and  ensure  that  organizations  have  prepared  standard 
operating  procedures  that  detail  how  they  will  carry  out  critical  functions  associated  with  the 
larger  mission. 

A  well-coordinated  plan  depends  on  teamwork  and  establishing  a  team  to  develop  and 
implement  the  plan.  A  team  approach  to  planning  is  recommended  for  a  number  of  reasons.  It 
encourages  organizations  to  get  involved  and  to  take  ownership  of  the  plan  and  expands  the 
knowledge  and  expertise  base  of  the  organization.  It  also  promotes  and  establishes 
professional  relationships  with  participating  organizations. 

A  joint  interagency  planning  team  may  be  used  as  a  vehicle  to  facilitate  multi-agency 
collaboration.  With  oversight  from  the  Military  Services,  the  joint  interagency  planning  team 
would  have  responsibility  for  developing  and  implementing  the  Joint  Service  Family  Support 
Network  policy  and  plans  at  the  regional  and  local  levels.  The  joint  interagency  planning  team 
can  adopt  the  content  and  conduct  of  the  Hawaii  Region  Joint  Service  Family  Support  team. 

The  next  step  would  be  to  analyze  internal  (Department  of  Defense  and  Military  Services) 
organizational  strengths,  weaknesses  and  capabilities.  This  will  allow  for  the  determination  of 
which  service  programs  should  serve  as  the  Department  of  Defense  models  and  which 
programs  should  be  eliminated.  Consolidation  of  expertise  and  best  practices  among  the 
services  will  ensure  the  best  final  product. 

One  of  the  reasons  for  consolidation  is  to  gain  efficiencies,  which  will  most  likely  come  out 
of  management  levels.  Current  family  support  staff  for  all  military  services  and  components  will 
need  to  document  their  workload.  There  must  be  sufficient  data  to  validate  positions  for 
remaining  programs.  All  staff  will  need  to  be  fluent  in  the  language,  culture  and  experiences  of 
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all  services.  This  can  be  accomplished  through  use  of  available  guidance  and  training  materials 
and  build  on  what  already  exists. 

There  are  several  strategies  that  would  support  standardization  of  family  support 
programs  to  ensure  all  families,  regardless  of  military  component  or  service,  are  seamlessly 
integrated  into  the  Total  Force  and  that  mission  requirements  for  each  service  provide  for  family 
support.  One  would  be  the  establishment  of  inter-Service  and  community-based  committees  to 
address  family  support  programs  and  initiatives.  Second  would  be  creation  of  standardized  pre¬ 
deployment  and  mobilization  checklists  that  better  inform  and  prepare  family  members  for 
separation  when  the  service  member  is  called  away  to  perform  military  duty.  Third  would  be  to 
establish  objectives  and  milestones  for  consistent  training  of  all  commanders,  command  staff, 
unit  members,  family  members,  support  groups  and  volunteers  to  inform  them  of  any  changes. 

It  would  be  beneficial  to  require  key  family  program  staff  to  attend  the  already  existing  Joint 
Family  Service  Center  Director’s  training.  Establishment  of  standardized  family  readiness 
measures  would  eliminate  redundancies.  Establishment  of  a  comprehensive  tool  kit  or 
handbook,  that  is  consistent  among  the  Services  and  that  provides  useful  information  to 
commanders,  members,  families  and  care  providers,  needs  to  be  developed  as  well  as 
consistent  Department  of  Defense  wide  terminology  and  data-tracking  requirements;  common 
links  between  computerized  databases  for  tracking  family  readiness  data;  and  establishment  of 
a  joint  service  website. 

The  Joint  Service  Family  Support  Team  should  define  critical  services  for  each  military 
Component  and  Service,  identify  management  indicators  to  performance  measures  and  develop 
a  family  support  staff  training  program.  Once  these  steps  have  been  taken  they  would  need  to 
assess  personnel  impact  which  includes  numbers  of  people  as  well  as  funding,  publishing  a 
draft  Joint  Family  Support  Program  model,  identifying  resource  requirements  and  performance 
measures,  and  conducting  a  comparative  analysis  of  existing  programs,  vice  the  draft  model. 
The  Joint  Service  Family  Support  Team  should  then  conduct  a  joint  meeting  with  Civilian 
Personnel  Offices  to  establish  acceptable  procedures  and  implications  for  existing  staff.  New 
position  descriptions  will  need  to  be  developed  and  meetings  set  up  with  labor  unions  and  the 
labor  force.  Also,  a  joint  transfer  plan  would  need  to  be  developed  for  employees  to  maximize 
employment  opportunities  and  provisions  should  be  made  for  cross-training  of  the  work  force. 
Budget  requirements  for  a  joint  program  would  need  to  be  developed.  A  final  draft  joint 
integrated  plan  should  be  published  and  then  briefed  to  the  military  component  and  service 
leadership  on  results.  A  test  should  be  conducted  for  the  multi-component,  multi-service  model 
for  Hawaii  for  a  period  of  time,  assessed  and  results  of  the  test  published.  This  could  serve  as 
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the  working  model  for  implementation  of  joint,  multi-component  family  support  throughout  the 
Department  of  Defense. 

The  Department  of  Defense  must  reduce  costly  duplication  of  services.  The  active 
component  needs  to  work  together  to  share  resources  with  Reserve  and  National  Guard 
component  programs.  They  should  develop  a  Total  Force  approach  for  access  to  family 
readiness  programs  across  services.  Use  of  technology  can  also  provide  more  cost-effective 
support  to  families.  Utilization  of  technology  should  include  internet,  video-teleconferencing  and 
electronic  mail.  They  should  leverage  technology,  education  and  partnerships  to  communicate 
to  all  levels  of  command  the  importance  of  family  readiness  to  quality  of  life  for  Service 
Members. 

Family  readiness  programs  must  identify  obtainable  goals  that  help  meet  challenges  and 
overcome  barriers,  and  capitalize  on  opportunities  for  improvement.  Performance  measures 
need  to  be  developed.  They  could  include  such  things  as:  reduced  attrition  in  all  military 
components  and  services  that  can  be  attributed  to  family  support  initiatives;  partnerships 
established  with  organizations  and  agencies  to  provide  enhanced  family  services  and  family 
support  to  military  families;  decline  in  deployment-related  problems  for  military  families;  state 
and  regional  quality  of  life  committees  established;  increase  in  family  support  activities  and 
training  events,  in  family  access  to  information  and  service,  and  in  command  or  leadership 
involvement  in  family  activities;  and  effectiveness  of  Joint  Service  family  readiness  centers  in 
providing  support  to  military  families. 

Conclusion 

The  1985  Military  Family  Act  was  the  first  legislation  to  address  the  importance  of  military 
families,  and  created  the  Office  of  Family  Policy,  which  has  significantly  enriched  family 
programs.  Department  of  Defense  guidance  on  Family  Policy  (Department  of  Defense 
Instruction  1342.17  dated  1988)  addresses  quality  of  life  issues  for  all  Department  of  Defense 
components,  including  the  Guard  and  Reserve.  It  provides  guidance  on  a  comprehensive 
family  support  system  that  consists  of  a  network  of  agencies,  programs,  services  and  individuals 
that  support  military  readiness  by  assisting  families  in  coping  with  stresses  associated  with 
military  service.12  It  is  time  to  update  Department  of  Defense  policies  and  procedures  for  family 
readiness  and  family  support  to  reflect  a  multi-service,  multi-component  approach. 

The  Common  Output  Level  Standards  Development  is  a  current  initiative  of  the  Office  of 
the  Secretary  of  Defense.  The  military  components  have  different  service  delivery  expectations 
and  standards.  As  a  result,  the  service  delivery  is  measured  by  different  metrics.  Diversities 
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within  and  across  all  Service  Components  create  challenges  in  determining  how  military 
components  can  deliver  services  common  to  all  components  in  a  joint  environment.  The  Office 
of  the  Secretary  of  Defense  is  attempting  to  evaluate  and  establish  common  service  delivery 
standards  for  operations  in  a  joint  environment  in  order  to  meet  each  component’s  mission 
specific  and  base  support  requirements.13 

Common  Output  Level  Standards  is  this  framework  of  common  delivery  standards, 
metrics  and  costs  for  installation  services.  This  framework  will  articulate  common  standards  for 
service  delivery,  metrics,  cost  of  delivery,  and  high-level  host-tenant  relationship  in  a  joint 
military  component  environment.14 

The  Office  of  the  Secretary  of  Defense  is  in  the  process  of  determining  how  best  to  deliver 
installation  management  services  in  situations  where  two  or  more  military  components  are 
stationed  together  on  the  same  installation  or  within  close  proximity  of  one  another.  They  are 
especially  interested  in  examining  how  services  common  among  the  military  components  can 
be  delivered  more  efficiently  and  effectively  in  this  joint  environment.15 

The  Joint  Service  Family  Support  Network  is  already  working  toward  accomplishment  of 
the  Common  Output  Level  Standards  initiative  for  family  support  services.  In  fact,  they  are 
much  further  along  with  the  process.  It  will  result  in  a  seamless  delivery  of  family  support 
services  for  all  service  members.  The  combining  of  all  family  support  services  will  leverage 
capabilities  of  military  services  and  ensure  delivery  of  consistent,  equitable  and  predictable 
support  to  service  members  and  their  families.  As  a  result,  agency  centric  programs  should  be 
evaluated  and  targeted  for  elimination  or  realignment  to  other  organizations  or  divisions  within 
the  respective  military  service  to  ensure  focus  on  “Joint  Family  Support  Services”. 

The  way  family  support  services  for  all  the  military  community  are  delivered  must  undergo 
positive  change.  As  we  look  forward  at  the  impact  of  mobilization  and  deployment,  reshaping  of 
the  military,  transformation,  modularity,  Joint  Visions  2020,  it  is  certain  that  the  way  we  deliver 
family  support  must  also  undergo  change  to  support  the  new  more  mobile  and  integrated 
military.  In  order  to  be  consistent  with  Department  of  Defense  guidelines  for  a  seamless  Total 
Force,  we  need  to  integrate  family  care  programs,  promote  family  readiness  centers,  support 
programs  and  assistance  training  that  serve  all  services  and  all  components.  We  should  have 
“One  Voice”  for  Service  Members  and  their  families  regardless  of  military  service  branch  or 
component  affiliation.  The  Joint  Service  Family  Support  Network  pilot  is  working  toward 
accomplishment  of  that  goal.  They  have  made  tremendous  progress  and  accomplished  a  great 
deal  by  working  together  as  a  unified  team  and  sharing  best  practices  and  information.  This 
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pilot  should  be  continued  and  serve  as  the  model  for  future  multi-service,  multi-component 
Department  of  Defense  family  support  programs  and  services. 
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